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MEETING TBE MANPOWER PROBLEMS IN WAFlIME INDUSTRY
' 16 April l91+6 ‘

C

GENERAL ARMSTRONG::

Gentlemen, I want to reiterate what I have sald 80 often--that in the
old Army Industriel ‘College, if we examine the rela’c:.ve importance of the
various subjects, we find that manpower, in spite of its, 1mportance as we
see it today, wds not considered as a subJec‘o which: required as much.
thought as raw materials and the inanimate thingd of industrial mobiliza-
tion., On the contrary, we intend, as I have told you often, to emphasize -
menpover as a basic element in a military potential and a basic problem to
. be solved by. t-he“thinking and the training giiren”i'n the Industrial College.

Tod.ay we are going to hear a mdua.te of the University of Virginia
. who;-T know you will be interested toc learn, was an assistant for a number
~. of .years to Dr, Freeman whom all of you hear‘d a.t the Ne.tional War College
. a few weeLs ago. : , o

: Dr, Corson is at present the Director of Research on the Wa.shington
Post, here in town, He is the author of a book "Manpower for Victory",
published. in 1943, He is a specialist in manpower, whom the Ind.ustrial
College hopes to have as an adviser on this' su'oject lrequently in the -

. yeers to come. Gentlemen, it 1s a privilege to. preésent t6 you Dr,. John J,
Corson, formerly of the Richmonrl News Leader, now of the’ Washingbon Post,
DR, CORSO:- Ve

General Armstrong and gentlemen I am hamny to’ come here and to try
to think back over theexperiences we had in'the’ mobilization of manpower
for the waging of war, I have been a long time away from this problem
of manpower. Hence, I am inclined to look at- this stenographer and think
that when I see the transcript, he is making I can. ‘learn what I now think
about this problem. of manpower mobilizaﬁion. T have not ‘had occasion to
think about it rscently enough to be sure that I lmow. ‘I 'an gra.teful to
you for forcing me to go back and go over and reconsider the experiences
that I had in the ea:ly vart of the war with the problems .of manpower.
Six points S‘bam out 1n my mind vhen I review those experiences,

First, ten million men and women were added to the labor force of
this country in a very short time. Secand, about twenty million men and
women were moved from one’ ‘type of job to enother Job; meny from one place
. to.anather, Third; a greet many men and women--I do not believe anyone-
‘knows how' man\y-v-changed ‘thei¥ ‘occupations. We convertsd them, if you will,

- -in many instances:from’ whiteé colle.r workers Yo men and. women . who worked. with

their hands, -~ Fourth, ! the" prod.uctiVi‘by per ‘worker. was ino;reased on the
average, -and that’ despite ‘the*fact" tha’o we Wete. adding a.lot of workers--
women -and; agéd peoplé; ‘Physically handicapped people and young, inexperi-
enced workers--whose productivity was relatively low.

Then fifth, while we were doubling the total production of goods in
this country and meintaining the supply of civilian goods at a level
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equivalent to that before the war, we built up an army of more than eleven
million people. We increased the volume of manufactured goods and agricul-~
tural products, increased them substantially while we took eleven to
twelve million people out of our c¥ilian labor force,

And all this, mark you was done with a minimum of control over the
freedom of the individual employer or the individual worker,

» Let us look at the figures that illustrate more precisely the size
of this manpower mobilization Job.

In April 191+O there were about 53.8 million men and women in the
labor force; that is either employed or unemployed. There were about 7.8
- million unemployed, 45.5 million people employed, and about half a mil-
lion people in the Armed Forces., About 45 milllon were employed in in-
-dustry and about 8 million in agriculture.

Now, contrast the total of 53.8 million in the labor force in April
1940 with the labor force in September 194k, when we had about reached the
~ peak of our mobilization. By that time the labor force had grown to 65
million--from 54 to 65 million. The Armed Forces had increased from about
half a million to about 11.8 million. Although by September 194k we were
producing & vastly increased volume of goods, we were doing it with about
the same volume of ménpower; and from that voluma of manpower we had
teken the most able-bodied and the most skilled manpower’ for the Armed
Forces.

Unemploymenu in l9l+0 in the early part of that year, was close to
8 million, In the latter part’ of 1944 it was down to 800 000. Employment
had increased from 45 million to 52 million,

Now thisg, in rough terms, indicates the size of the mobilization.
But let us ana.lyze these ficures from another viewpoint to broaden our
general perspective. On the one hand we added (&) to the Armed Forces
something over 11 million; (v) to the munitions industry--and when I use
the term "munitions 1ndustry" I include all industries that might come
within that--aircraft, shipbuilding, and ordnarice as well--about 5 million
workers; (c) to the federal war agencies--the War Department, the Navy
Department the Var Production Board, et cetera--about a mllion and a
half peO’ole (4) to the transportation and public uullit,/ industries about
a million; and (e) to others about half a million.

All in all, if youw add these up, you find that appro‘{imately 18
.milllon people were ad.ded. to either the Armed Forces or to the war
industries, _ :

Where 4did these come  from? Aga;m this can be indicated roughly,
They came, flrst of all, from the 10 million people who had not customarily
worked added to the labor force. We had no place for that worker in the
..past. Remember, my job in the years before the war was running the Federal
0ld Age Insurance Program. During the years from 1936, when the Social
Security Act was passed, until 1941, when I went into the United States
Employment Service, I served as Director of the Bureau of 0ld Age and
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SurviVOre Insurance, Throughout this period people in this country thought
it was important: to find ways of retiring people, because there were not
_enoughljdbs.~ Glder: people were. retired to make room for younger people.
That ‘was “a’ dominanitpart of our economic philosophy in thoge years. But
we ‘sodn ‘Togt that idea. We tried to find ways’ .of bringing into the labor
forcs all ‘of these individuals for whom we had no places in the prewar
yeare. About lO million people were added.

Fromxthe unemployed about six million workers went into war industry.
Another 6neé million from the congtruction industry. A few hundred thou-
gahd” came  from mining, and later we wished these workers had rémained in-
the mines. From trade and service Jobs--salesmen, domestic servants, and
the like--we took enough to make up the equivalent of what we added to
the Army an& to the war. industries. —_—

In 1oho there were eight million people looking for Jobs; by the latter

‘Part of l9h2 employers were wondering where under the sun they would find
men enough' to Ao their Jobs; and 1944 the employer was wondering how under
the sun he was going to get more work out of the same ‘pedple, because there
were not any more people to be added.

‘The* full magnitude of this Job is not clear until we' look at certain
key “Andustried,” Take shipbuilding. In. 1939, 160,000 pecple were employed in
shipbuilding; -by 194k close to two million people were employed in ehip-
building., -Before 1939, .there ‘had been less than 150,000 employed in ship-
building. In 1933 we produced the magnificent total of 11,000 tons of .
shipping and employed a proportionate number of peopls in the industry.

" The merchant marine in 1942 only had about 50,000 men. By 1944 we
had quadrupled. that number. . Then we were not, only supplying a vastly
exp&nde& merchant: marine of our own, but were providing manpower for -
ships we had gotten from ‘some allied countries, Norway, for example.-

“The aircraft industry employed in 1039 about. 75,000 people; by 19k,
two million, In 1939 we had in the ordnance jndustry about 17,000 people,
lohh about 1, 800 OOO

There were other important 1noustries, enen though thelr aggregate
requirements were smaller. . 'They were the lumher, coal mining, steel and
reilroad industries., . Track :1abor for railroaas was-a particularly trying
manpowsy problém in the years 194l and 1942. Together these industries
1llustrate the charaoter of the problem of mobilizing manpower.

It was not a problem, it vas & whole series of problems. When I
first became Director of the United States Employment Service in the
latter part of 1941, one of: our particular problems was to reduce un-
employment in New York City. Mayor IaGuardia appointed a special com-
mittee, to find some way to cut down unemployment. The Federal Govern-
ment helped., New York City was not the only city in that plight; there
were others. And simuwltansously there were other cities where there was
a shortage of labor. Norfolk, Virginia, and Baltimore, Maryland, were
examples. Each city offered a separate problem.
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But so also did many industries. There were a number of industries
in those early years in which we had a surplus of manpower. There were
other industries at the same time, particularly aircraft, shipbuilding
and ordnance in which there was a definite shortage.

Then finally there was a different problem each month, As the man-
power requirements for the Army were stepped up the task of mobilizing
civilian manpower became more difficult. For example, the aircraft
industry sent recruiting agents through the Middle West and literally
drained the farms and the small towns dry of young people between eighteen
and twenty-five in the early part of the war. Then the draft came along
and took those same people, after they had had about a year's training
and were getting to be productive workers, out of those plants; .Looking
back that seems shortsighted. But we did not know how long the war was
going to last. We did not really wake up, in those early years, to the
fact that this war would regulre every man and woman to play some part,
“the part which he was best qualified to play. This was what the mobili-
- zation of manpower really meant. -

B Sources of manpower -- Where did the manpower come frqm to supply

the needs of these industries? First it came from the pool of- unemployed.
In 1932, when the defense program flrst started, the unemployed_found :
some opportunity to get Jjobs. Bubt as late as the'miédle of 1940 we .still
‘had 8 million unemployed. Then the first defense program and the war"
program quickened, and unemployment disappeared.

. But in that group of unemployed there were a“humberhof iﬁdividual
groups particularly difficult to employ. Some employers, in those days;:
were not in the habit of employing Negroes in 1mportant JObS« -Employ-= ..

ers plcked Tirst,. able-bodied white males, he white male is the »
dominant individual in this_counury. He has always:eeme,girStw ”He;
did thils tine. i ) . oo E i PRI N

Then, secondly, employers chose white females, although they were
slow to take them. I can: .remember well talking with the personnel N
¢irector of the Boeing -ajrcraft plént at Seattle, in the early spring .
of 1942, I asked him what they had done about employlng ‘wamen..  "Oh",
he said, "you cannot employ womeniin'an ‘aircraft plant. This is heavy
work. You cannot use them'.! Six months’ldter they wére using a lot of
women., . oo :

A second major group. added to: the 1abdr forces was women, .In. 10ho
there were about 13- million wemen employed ‘at the’ peak of the. war mobili-
zation there were. 18.6 women employed; “Tt took a’ good many. obaect lessons
and a good deal of effort: to get: those wemen" into , Jobs... There was: much
reluctance on- the -part of- employers to take women’ “in many occupations PRI
where they had not .been- accuatomed to 'work, There was also a good deal .
of reluctance.on the part. of women . to take jobs. ‘They had to he induced o
to take jobs. - : ' o -

I remember they put on in the early part of the war, in early 1942,
gquite a campaign in Baltimore in order to get women to take jobs in the
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_.shipyards., Of course, many women, 1nf1amed by patriotie fervor, vere.
willing to take jobs; but when they thought of taking Jjobs, they thought
"of jobs in'an offics, where they would have nice, comfortable, clean
quarters *answering thé telephone or something like that, When it came
"t0 running‘a: ‘riveting>machine in a.shipyard, that, ‘Yrap something different.
But those were- the jobs. that had to be filled. so 1t° took a good . deal

of effort to get women into the labor force where they were needed and
to train them for Jobs for which they had been wholly unacctistomed.

RNy I
Then many students took Jobs. The NationaI,Youth Admin¥stration did

an invaluable Job, in the first part of the war, recruiting young “pecple
between the ages of sixteen and twenty-five. The N.Y.A. would transport
them into cehters implaces like Seattle and Norfolk, where they would
house them, ¢ contintie to . train them until employers neéded them “Tdr many
of these jobs. - -Boeing's aircraft plant, for example, had ari’:Isvalusble
supply ‘of manpower right:at its back door, being traineq for’Its needs.

_ How many people in this room can remember Jeanette Rankin? Ybu
really should; shé“was’ quite unique and digtinguished. She was the one
member of congress who voted against the declaration Tot Both wars,: She
called me one morning when I was the Director of ‘thé United' Statés Fm~.
ployment ‘Sérvice and--if you will permit me--''gave me hell". She was
greatly incénsed that we were taking the young people ‘Of the ‘farms in
Montana and putting them down in the aircraft plants and“shipyards on i
the west coagt,- She did not want these. young people to be aisturbed '
They were disturbed in the next year :or twog ,hey werevtaken out oft..
Mcentana by the hundreds, largely by the N.X. A._ R Lti

. Older persons too; we lncreased the number . of older persons employed
Forglve me if I'use forty-five as the limit defining "old age”; I do so
because the only data I have svailable deals with that age ‘group: The
number of people over forty-five in the labdx’ force was“1hcreabed by
ik or 15 million during . the war. That 1llustrated’ that %heee people
" could do these Jobs-and,ao them effeotively when they WEre given the
opportunity.” B . Fuar e L

i ey TN e .
e Y . R

o During the latter part-of: the war foreign labor was 1mported to

. expand the supply of labor.: In 1942 we were desperately ‘4n need of
workers for agriculture and for. railroad track ldbor ‘A-suggestion was
made that Mexican workers amd workers from the Bahaman ‘Tslands: be imported.
The law required that the Director of the United States Employmént Sérvice
certify to the Inmigration Division of the Department of Justice- that
_'there was not-sufficient domestig labeor. before the immi ration of foreign
. workers' ‘would be permitted into this, counxry. "I, was in'the utitiappy
poaition of- ‘Belng the Director of. thp Uhited States Empioyment ‘Sérvice

at tpet partioular time. I remembeX: particularly well another ‘telebhone
"call I receélved from the now Secretary Qf. Agrioulture, then- Congreseman
from New Mexico, who called me up to raige ths véry dévil beceiige I

would not certify that Mexican workers could be imported into New Mexico
to work on the cotton farms, Cotton was being used for parachute cloth,
He knew that and he made much of that fact. I did not feel that I could
certify.



There were workers, but they vere not willing to work for fifteen
cents an howur.on:the cotton farms in New Mexico, ZEventually those wages
‘were raiséd. Then available Iabor was exhausted. Then I could certify
that there,was not sufficient domestic labor.

R Uu R
. In the meantdme ‘the Army was also very anxious that the War Production
Board insure that .the maximum of workers get to the copper mines. Organ-
1zed “lapor, was-loath to see’ foreign workers go into those mines where
“the" workers were; organized. Conisequently there was congiderable opposition
to bringing foreign workers into. the copper mlnes. Eventually, however,
that was done,,if b § recall correctly. :

AL
e

":| /S . N N

In summary, the  ‘sources: from which additional manpower . was obtained

were--the unemploysd women, students, older persons and foreign labor,
Later, prisoners of ‘war were used

At the same time we increased our available manpower in two other
. ways. ~First, by increasing the hours of work--the:@average work week was
about 38 hours in-1938; by the’ ‘end of '29k44 the average weekly hours of
work’ vas up o hs 6. In some industries it .was up to L€ and 47 hours
e week re
e Second,mannower was. increased by utilizing it better. We did_notn
do that weIl throughout the war. » PO _ E

: we have arlot to learn on how ‘to utilize manpower ’I remember going

like & swarm of flies over that boat. I wondered how he could produce
ships with as many. peOple seemingly in 80 many people's way. And yet -
that'was the way; ships Were produced in the early part of the war.”

“We- still had the idea that manpower was free and easy. Why shouldn't
we? For ten Jears we had- more than we could use. We had ten million .
available workers, unemployed"men and women. As a consequence even as
late ag l9h2 we still could not realize that the only way to get a. job
done was not Just to put in as many men. and:women ag we could So it
was not surprising: thatfproducers felt that _the thing to do was Just to
pour more perle in. and produCe an increased volume that way.,A

There came a\time, however when there were no more people to pour
5§ O By the laiter parti.of" 19&2 we "had to find. ways of utilizing better
the’ manpower we ‘had. Wehad:.not gotten accustomed to that; 1t.was difficult.
In our system of private enterprise we found great difficulty in doing
that, ST o L ,

Some of the war plants that we relied on to produce essential com-
ponénte’ in 1942 and: 1943 Were' amazingly inefficilent' and chaotic. Those
plants ‘had _been thrown ‘together in a great ‘hurry: - In'many cases emall
machine shops had been expanded to° employ 500 or: 1,000 instead of 25 .
workers._ Plants cannot be organized and operated - efficiently that way. -
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When a representative of the Employment Service inquired of such
plants what types of workers they had and qu vere needed the. employers
*3\vjﬁquld glve po neliable. resjoﬁse. early 1 hé Mo cauld not. supply.
<7 skikled worke¥s; skilled 160l makers mechanfcs qni dievmakpns Just:were
., npek- available, . Employers had to use people with-minﬁmnm:skill, .graduates
ofi the; Araining schools, and others’,' "As a conseguenqe representatives of
(. the. Fmployment Service tried to analyze the labor,xegyire@ents .of these
plantsy: to. schedule the number and type of workersg needed;over;the next
sixty days, orisix months. But these employers poulganot tell,vtheykdid
not even have a record of the people on the stalf, ucnyoonditions ....
straightened themselves out 4% time. Nobody wanted 0. 4o the. Job that
- way.: But:lack of time to orgénize well created. suc xgon&itions and Qaused
;thesexempioyers toAuse very badly the labor they had..ﬁ crmonr i £

I s S
Later on, in April or May 19&3 there was created the Bureau of Man-
power Utllization in the War Manpower Commission.  .It.brought tegether
_industrial relatichs people and industrial engineers f;pm.inéﬁstries-all
Lover jthe country, dnd made them available tolplants that nee@edfaid in
etting mora production with fewer men. T T e e 3 Leoth

T

;Tmat-part of the Job of mobilizing manpower we did least-well in this
I had occasion later, whén I served with UNRRA, to sge: whatiyag:done
1n England They did a better Job in aiding emmloyers in utilizing what
manpower they had to the greatest advantage., 4 :

Interestingly enough the type of men that they;usegias&aids for
employers wag -Tthe shop foreman that had worked his ‘way up,.in.the. trade
union.: Here was a guy who ‘knew the workings of thexshgp,(hqw to -get-men
to work-together, and how to lay éut wbrk and ao it in. gimple. fashion,;
They pulled them out .of the 'siop and “nged thém" as consultants,and.sent then
into plants that were not doing well, Apparentty ‘they succeeded pretty
well. e 2

. - I".
PO T AN S S Yo -

T
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Summarize the sources f¥om Which we' got adﬁitional manpower--the
unemployed, Negroes,: wonen, students, olde¥’ groups, foreign workersy. and
by: increasing the hours of work and utilizing labor better.az_,,;f, Cd
Ways and means’ of mobilizing T B h0w was this all brought about?
How did we bring these people into the labor foirce?  How did we move workers
from civilian Jobs to war Jobs where they were, needed ? (T_Lﬁsh Lo

Many People were reluctant to° leave ciVilianLjobs 1n whioh they had
been for ten or fifteen years, in which they had planned to. spend their
lives, and in which they had a certain’'measure of security. They knew
where they stood. They were particularly reluctant to leave, when it meant
going te another city, to a crowded war: center._ How were workers moved.?
The angwer is that high wages moved workers from one. Job to anothem,.wp;
brought unemployed workers into: Jobs students from'the schools, and, ;]
women who had not been accustomed to work into ‘the’ 1a g;bor force,r|I& was 5
not: the best way: to do'it, but that is the way we' did it We.mobilazed
workers particularly during the years of" 19&0 up to early 19h2 by paying
hisher waseS-w 2l X e F L. meT T AL
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Henry Kaiser staffed his shipyards that way before any other employer
got a chance. He established wage rates in the shipbuilding industry that
were Jjust beyond what anyone had been accustomed to. I remember partic-
ularly one aluminum plant somewhere near one of Kalser's shipyards in
Seattle.i,mhat aluminim plant had a wage rate fixed of about 75 cents an
hour for qgmmon %abor. They Just could not keep it staffed. It was
impossible when a person could get $1.25 an hour in a- shipyard. They
could not keep that aluminum plant staffed, particularly when the wage
ratesg vere fixed by. 8 union contract 1in the early part of the war and
later fixed by. ﬁage atabilization arrangements. So they could not change
the ;wage.- ratesh and Kaiser 8 wage rates were sufficiently more to induce
all the men to- qui% the Job Just as rapidly as they could. and get out of
the aluminum plant.” i :

-The Unlted. Statas Employment Service scoured the byways of the Far
west to. bring in workers’ uho had had no. éxperience into this plant, but
who had good,: healthy bodies. They took them into the aluminum plant.

They would be there for thirty days or sixty days.and they would find :
out about thls shipyard, and away they would go, They would replace them'
over and- over.  The payment of higher wages was the basic means we used’

in mobilizing>manpower, tut it was” not the best :

We also builq up our labor by recruitment machinery. The Uhited
_States Employment service was, “the’ right arn; . if you will, of the 1abor
recruitment,machinery that we' ‘hdd. - Tt-was a: very weak right arm whan
the war started as 1t ~“was primarily-4'placeiwhere one would go.for’
domestic servants and common labor. It was not very well equipped )
elther, . in the. . Prestige. vhich 1t held in the eyes of employers or in its
machinery to do thie Job : :

VI e e

In December l9hl the President Sent a'telegram to the governor of .
each- state- gsking him to turn the state employment services, which were
. what made up. the United States ‘EmplSyment  Service, over to the Federal
Government to be operated as a federal employment service. - It happenedv
that I had been in the job of Director 6f the' United States Employment
Service since 1 December 1941 He sent that telegram.out on 19 December
and 1t«oecame>effective l January l9h2 DT e ‘

On l January we had to transport eomething lixe thirty thousand

state payrolle and operate them as- a federal employment service, I will
say that those - days were. nectic daﬁs : Y Ry

It was pot a, very good employment serviee that we: got when we took
over the. job, . I remember the Loﬁisiana ‘gtate’ employment service was the
mogt atrociously mismanaged organiZation Irever: saw, ; There was not a
fellow down on the payroll that was there with the thought--this is an
exaggeration, of course, but not a drastic one--not one of them was there
to work for his salary. He either usually belonged to the political
organization that was in control and o he was on the payroll. Whether
he came into the office in the morning and stayed during the day--that was
something again. Maybe he would and maybe he would not, depending on
whether he had anything better to do that day.
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.;z~*get ihe contract out and get the goods- produCed Within a certain 'dé

That was one extreme. There were in other states employment services
that were of the first grade, efficlently managed organizations. There
" was one in Connecticut, in Texas, in Indiana, in New York and quite a
few others. But they ranged from one extreme to the other.

We had very early to builld up this labor recruitment machinery,
because employers had been accustomed to hiring their workers without
~botharing with the Unitéd States Employment Servidé. 'Bubt when' ‘they had,
difficulty hiring them, they turned to what facilitied there were avallable.
In fact, vhen the War Department was about to place a contract with a
: epe.rticular plant, they wanted to know first what: machinerjr they ha.d to~ .

. tdme; One:.of the big factors by that: time was" “Yhethbr thsy: c‘ould «get’
" enowgh labédr.: So the contractor frequently: ticnlds - back”% the 07 ©

.Technical Service and say,; "What-ar¥ you géing 0" do"t6 help Uy’ get 1a'bor"’
The Service would turn to the United'States’ Emplbyment* Serv1te- and say,
"Wha& can you do to help us ge‘b labor. i‘or thie part‘ic'&iar* plai&t?" S

rretig eiowe 31

ST

That was the second thlng we did to help. Whe Thiked BRFtes mm S
ployment Service did help. It placed a lot of people. In some_industries
~&8:high-as slxty percent .of the workers were pub in‘t:é ‘bha‘f: indust:;y by
the~-Unite¢Statee ‘Employment Service. ' ; SRR ‘,’*“*’,“',_

L ,;-.Z‘he development of the Selective Service Sye‘eem helpe& out~in’ ‘bhis
mobLkization. -Job 'to a very large extent not :oniy by meBf1izind ths- Armed
Forces, but by scaring people to death; scaring them Frém the civitian:”
Jobs that they had held over into war Jobs where they thought they would
be safe.e It scared quite ‘s few. people over. -

- B g
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‘.Rhere wasg:a depar‘bment over there--and thi "is *par'bic‘ularly impor’bant -
thaLt -had the Job.of mobilizing manpower.: for yaxy ™ IT¥-did &' huge Job as time
-.yent. on of allocating manpower betwiden the: civilia.n pursui%s and-war’ o
pursults, There was a time when, ad:you may reéom¥l; thé copper ‘miges
were very badly in need of labor, At the same time, strikingly enough
the - Army was badly in need of:copper for shelle.!’ The Uni‘bed Statés’
Coppex: Company at St. Louls had almost closed g I'b Wad the prihcipal
produoer. of. shells, It had. almost closed up: ~becems=et of*‘a - lack’ bf copper,
and, ’che copper mines were ne'b produc.ing enougha P wnnl e :
G e -
Where dicl we go to get those coppdr miner%?’ ‘Pnﬁea ‘Khe Army, to
vwhich #hey had been drafted, That doew: neb‘znake very gooa sense, Jl‘hat
vas one’ mistake we made. It was- the type of mie‘take e ma&e. “‘-"f; - i

~ The point I alwaye argued with* Lewis Hershey was tl'fa.t the J6b of-
drafting.ten for.the Army was 2 technical:job’ and sholld "De- determinea
Primarily on the skill that that individual had, and whé¥e ' that akill ™"
could be best utilized. Theoretically that is correct but practically
it never works.: It never-works,.for.the.reasori that in thé ‘mind “of the
average man and .woman :and! the- average parent. afd-ithe: average worker him—-
self the things that count more -heavily are whetherkthis #an  hag' children
to support or whether. he hasian-aged mother to- subport TG Ehe tTocal
draft board, which made up; as:General Hershéy used .to' sy, .ﬁhe Citizefi"~
Navy--~he used that ‘term frequently--this: factor:of:igkill’ was of lessér
importance. They came to recognize: it;obub 4t 'still wad overbalanced by
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the factor of dependency a.ncl human relations., Those were the factors that
influenced them most :

Ons man ’chis morning worfiecl about the congressional action on the ex-
pansion of the draft. He was saying, "Can Congress realize our obligatiocns
abroad. the need for a continuing source of supply .for the Army?" I said,

"T do not doubt they can realize them, but I know they will also realize
human factors”s The fector that seems to affect them most is the fact that a

- uyoung fellow is Just graduating from high school and he wants to go to col-

ege. - He has finished high gchool, and you pick him off and put him in the
Army.. It seems pretty bad. ‘l‘hose factors weigh in the human mind in a

d.emocracy“more than any of ’chese other things.

Wellr 80 much for that, This ‘total mobilization was not a smooth proc-

R -T-1- 0 Looking back, you can well reaelize that it was rot a smooth process.

. It was a- succession of crises and 'difficulties. Perhaps that was because
it was ‘done im'a hurry. Perhaps it was because we were vorking primarily
in a democratic nation a.nd trying to do this JOb of mobilization with a
mi;nimum of con*brol ) i‘:‘ . .

Ii; worhed. much nore smoothly in Bngland where they had - le{;islation
glving the Government authority to take anyone they wanted and jput him any-
where they wanted. That made it much easier. They had their problems,

“‘such: Taé'the”orie-»inﬂthe'coal mining industry. . That was a tough problem
-there, as it ‘'was here. But our mobilization o:t marpower was - Just one suc-
'ceseuon of crises one axter ‘bhe other. foin AR . u T

One of the first d.ifflcul ies enuountered wasg the employers' hiring
practices. I referred to that part earlier when I said that in connection
‘with tHe hiring of, first, Negroes, and, second; women, “they were still
thinking of the days oft ﬁhe thirties; vhen ’chey could - piclc and:'choose,
vhen they oouwld pick the very best and only the best, - Thsey :continued to
think in those terms long after the best. had:been: d.epleted. and there were
no bst. -left, when they had long ‘since used up the best, until- finally
. people got to realize tHat they had to take what was. a.veilaole. ‘That was
‘ ‘oneof the diffloult fes 1in the early:part of the war, . Im the latter part
“of the war we used to: say that employers; when deciding whether to hire a
person or not, would say,:"If the body 18 warm, we will take it", It
almost got to that

Anoi:hen problem in %he early part of the var was th:.s very nice prece
tice of pirating, : Ore ‘employsr would go out and scour the country to get
all of the skilled workers of a certain category he could get. Then a
eecond. employer would pirate them away from him, They not:.only‘hired them
'away, rut they “would ‘glve this fellow a bonus for each one of his fellow
workers ‘that Heé could hire ‘away ‘from the first employer. .That wwas preuty
uéu{fh : 'It also c:ut o.own on pro&mtion in those early de.ys. N
: Then we n*ad. &’ problem of- a,d,}us L,mente of prod.uct 1on to the manpower
"*‘--reserves. ‘That “is where'the Wer ‘Department madé quite a migtake. The War
Department was lett:{ng contracts in towns in which they could not possibly
: ge* the goode nroduoed. beoe.use there was not enough manrowa‘ there‘ They

Y
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would let them in téwns :,’c,e which Ve could not: ge‘b addltz,onal people to go.
. -For example talc-e Noz‘”f‘d K, . When we Went o West Virglnia recruiting, the

| -;"vpeople would sajyg "W‘he?e"is this -job?" " We.would” sa.J "Norfolk". They would

say Nothing aeing" They had heard of Norfolk. - People had gone to Norfolk
- and ‘had-not been ablé tg. find & place to live and had come back., We could
nob; get people tovgetto those: DPlaces.. Yet thé War Department continued,
‘long after it was undesirable for them to do 8o, to throw contracts into
‘those places,_requiring *additional procluction and. requiring additional man-
.power 'that simply were no’r. a,van.laole. Tt

. ' Meanwhile there were other places in this cbuntry, perhaps in some re-
spects a little less capable of producing this kind of goods, where manpower
-was available. " Eventually we had to convert plants in these other places
and use them for whatever they could be used. But it took us time to learn

‘that, In the meantime we lost a lot of production.

Those continuing problems that we had--manpower, absenteeism, turn
over--after we got them, a considerable staff, after we recruited them, we
had to consider the problems like, first, turn over and then absenteelsm.
Theré was inducement by high wages, bidding by one employer against another,
shopping around by employees, who were looking for higher-paid jobs from
employers who did not seek them out, and just by e desire to move on when
they had once started.

Absenteeism was caused in considerable part by poor management. It
also was in part due to the fact that there were many in the labor force that
had not been accustomed to workihg. They did not have good work habits,
Then many of the women who came Into the labor force had other demands on
their time, They had to shop. They had to take care of their children.
They had to carry on their househdld work. In consequence, absenteeism was
"a' frequent menifestation in those days. :

In conclusion, let me summarize what the Government did to mobilize
manpower for.war. . "We have seen (a) the size of the mobilization, (b) where
the manpower: came from, (c) how men and women were transformed from the un-
enmloyed or the nonworkers o the Jobs 1in which they were needed. And now
what part :did the Government rlay? I have said little about the role of
-the Govermnent

I have indicated howevef that. the Federal Government did provide
nmobilizat ion facmlities ‘that is, the United States Employment Service and
the Selegctive Service System. Thee was perhaps the major part that the
Government played in the mobilization of manpower.

But the Federal Government also provided machinery for recruiting a

- number of particular groups of workers. The Procuremsnt and Assignment Serv=
ice 414 Pparticularly well the job of recruiting doctors for the Army and
for the Navy, and spreading the doctors that were left over the country in
such a way that they pretty well met the civilian needs.

Then: there was the National Roster of Scientific and Professional
Personnel. It listed all the scientifically trained personnel in this
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- country and’coppiled-an index of all-chemists, all the different varieties
..-of engineers, physicists, et cetera. This index contained all’the techni-
~cally trained people who were needed badly. 'By the latter part of 1942 it
" was poasible. when an employer needed civil. engineers,. for the United States
Erployment Service to request six. civil engineers from the Roster and to

obtain’'a list of six or more civil engineers from which tochoose, -

" " Expanding the labor supply by training--The Goverrment-also provided

facilities for training workers, These training classes were set up quickly
..and pragmatically, .I remember visiting.a class in:the ‘basement of ‘& church,
.Whel's a group of men, most of whom had been clerks and- salesmén, were being

trained to wrap .Pipes on ships with asbestos. Oré of the instructors, -an

_Orgariized labor man, told me that it had taken him thres years to léarn His
trade, &nd he was not quite clear how he could train these: people 'in -the

same trade in six weeks., But he was doing it. They were not doing as good
a job as he, but they were doing it. Co o s aEe

" . That was the type of training facilities used. : In an oId loft at

_ Portland other pecple were trained in simple mechanical. jobs in shipyards.

‘Training went on in.the public schools too, but all kinds of mekeshift. -
arrangements were used, and all sorts of trained workers used as instrictors
in order to train a vast quantity of people quickly in the rudiments: of ‘the

skills they needed.

o _Thél_i "th‘e Governm nyi‘_;"fa.lso -sﬁpplied training facilities for employers-to
“use x{'rith_intheir plents, One of the big industrial relations developments
of the war was what was known as, the "training-within-industry" program.

Industrial personnel officers will -Jook back. on this war and regard that

program as one of the real comtributions to the efficiency of private
enterprise in this country, Ways were devised to train supervisors and:
foremen how to effectively use their workers. That was a real contribution.

. Government, Controls--The Government also used. controls to mobilize. -
ne'eded manpower, . At the start employers invoked informal controls upon -
themselv'eg,- - Employers, after being harassed by the pirating of workers
from each other would get together and say, 'Let us cut this out, ILet us’
agree we will not steal each other's workers. We can steal .from. employers
in other cities but we will not steal each other's workers." They worked
out agreements, which did much.to stabilize employment.,. R

Subsequently local employmemt office managers encourzaged employers,
when pirating and tm~over-re¢uced‘productions'.to-d.’eve‘lop‘ such agreements,
They brought employers and labor together to work out agreements whereby
the employers would cease and desist ». 1f you will;-stealing of each other's
. workers, and labor would endeavor to cut down turn-over:and absenteeism.

. ?.Those agreements. spread, They ‘sprang up in more and more places, The
War Manpower Commission, which came into existence in April i9h? , essen~- .
tially was a coordinating agency that was deslgned to coordinate the activ-
itles of and bring the Army, and the Navy and all of the civilian agencies
that were concerned with the mobilization of labor, and the workers -- was
designed to coordinate their activities. The War Manpower Commission was
given authority by executive order to establish such agreements in communi-
ties where they did not exist. Consequently they set about to establish

then,
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In the meantime similar agreements were established for certain
indvstries such as the-logging and the nonferrous mining industries in the
Northwest., They were having a devil of a.time keeping workers in the
mines and keeping sufficient workers to get the lumber out of the woods.
Jobs in back industries were unattractive they were away frém the movies;
and living conditions were bad ‘The workers could get higher wages a.nd
live in the ciity, a.nd. tha.t they preferred '

As a consequence a.n agreement was wor&ed. out among all the pro-
ducers in the lumber ‘industry. It .provided that they would ot pirate
workers from one another; that they would pay better wages and thus
indice: . ,\workers ‘to stay, and that the Government would instruct all war
contract or& not, to hire workers who left the Iogging industr’y or t,he mines
in. these areas. Essentially the ‘Government agreed with these employers
to fréeze their workers in their jobs, Lebor did not like that, and T -
“carnot, blame them. . ,Yet something had. to be done to keep workers in tha.t
1ndustry.__ L ,} , . T P

In the latter part of l9l+3 Executive Order 9279 was lssued, Tt
authorized the Chairman of the We,r Manpower Commission to forbid the
employment oy any employer of ‘any new employeé ‘except in accordance with
regulations which ‘he might issue. The employer was forbidden to employ
a.ny worker who did nét “Gome in with a "statement of ave.ilability".‘ ‘l‘hat

"statement of availability" was issued by the United. States Employment
Office in each community,

The United States Employment Service office would. “{sete "stataments"
only to the workers Who were going’ from civilian pursuits that 18, "less
essential pursuits 1nto critical war Jo’bs._ It woulcl 1ssue’ statements
to workers whose only reason for moving was’ a highe“r W‘age. When this
mechanism, the "statement of availability" botame’effective thé Governs
ment assutied substantial control over uhe mobilivation of civilia.n
mAnpower..

Governmental officials have bragged & goocd deal about the accomplish-
ments we attained in the mobilization of civilian manpower without the
enactment of national service legislation. The only governmental pover
ever used was this executive order., This authority was founded on the.
prospect that the War Labor Board would refuse to permit the deduction _
of wages for federal income tax purposes when such wages were paid to a-
pérson who was nired without a statement of availability. There was
. always the threat, too, that the War Production Board would deny essen-
tially needed materials to employers who did not obey these manpower
controls, This power wes used seldom; the classic example involved the
refusal of mining machinery and materials to the gold mines,

In spite of the fact that gold 1is valuable it was nol essential
to the Tighting of a war. Miners were badly need.ed in the copper mines,
As a consequence the theory was developed that we ought to close the
gold mines and transfer miners from the gold mines to the copper mines.
We did not need additional gold, We did need copper badly; to get copper
we had to find more copper miners, Yet there was much stress and strain
over the actual denial of materials to the gold mine operators by the
War Production Boerd., The W,P.B, had. legislative authority to deprive
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employers of materials if they refused to give up workers. But this was a
rigorqus use of the power vigorously objected to by some executives of W.P.B.
and some members of Congress. Eventually the W .P B, did close .the gold
“mines, But then it was found that actually the gold mining industry had
very few miners. And I would. bet -a dollar to.a plugged nickel that we .
414 not get any substantial portion of those miners to the copper mnes.
Some would not. move away, even from such desolate little .cormunities,
Cripple Creek, Colorado. They wanted to live there on their little farms
If they had to move, then they would strike out to ge’c the best possible
Jjob they coulgufind. It was not always.a miner's. Job S

‘l’his su.ccession of government controls evolVecl from the small An-
_ formal acree,menus th&t employers created themselves in the. commumties
" _whéte labor first became scarce, - They were develoved gradually, and
'largely wlth the consent of those affected untll-in the latter part.of -
194k thé War Manpéwsr Commission required employers to (1) work a minimum
of 48 hours g wesk; (2) hire workers only when they had a statement of
availability issied by the Employment Service; and (3) hire workers only
through the United States Employment Service,

It used those conurols to bring about not. the additional recrvit-
ment’ of more. workers but to stabilize emplo.jment -to cut down the move-
ment of workers from one plant to another, By.early 1944 we had gotten.
abolit as many workers 1nto the labor force as we could “then the. problem
was of providing stabilization. ~ - e i

A look back--When one looks back over this wartime experience in
.mobilizmg manpower -one sees.an instance where -.a vast. job was- indertaken
with a minimm of . governmental control over the individuals. Government
afid circumscribe the ‘individual workers. freedom of: ¢hoice.of. jobs to. -
some extent. It a4 circumgcribe the freedom af-emplayers to choose:
their workers to some. e*ctenu. But most of -this was domne with the. con- -
sent of the individual or -at.least hls representative;: that is the
representatives of employers as a group and the representatives.of”
workers,

" In each cormunity there was g small committee where.the employsr:: -
representa.tives the representatives of labor, and the: represenvatives :
of the’ Government--u ually the local ManpOWef Office manager and the"
local Selective oervice manager--sat -around the table and formulated ™
the comtrols. thao government would use there, .Essentially they would say,
"This plant is of first importance. They have to have workers. -We will
take some workers from. this plant and put them over there"., The repré-
sentatives of labor might say, "Yes, we will agree if you are willing'
to pay higher wage rates'. The em_plOJeI‘S might reply, "We will gladly
pay the wages if you will ala us in cutting down abgenteeism and turnover' .

L was done democrat ically, within that framework. There was a hierarchy
of these labor-management committees--in each local comgrunity,- in: sach
state, in each region, and. hers in Washing;t:on where they had -& National
Iabor-Management Committee,: This framework of commlittees was really the
machinery by which this country successfully mobilized the manpower it
needed for wasing the war and did it democratically.
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Thank you.

"GENERAL ARNSTRONG-

..-,

Dz, Corson do you think that a national serﬁice law ought to be
adopted 1f we ‘ever get inuo anothe; emergency. ol

it

DR CORSON' ' ‘

“General Armstrong, I wrote a book, as you: toid the class and I sald:
in that book that we should have a’ national service act--to be consistent
I must reply "yes".

But I would qualify what I wrote, as every man 'who writes a book
would like to do after‘he has written it. Today I would write that with
a national service-act we would have recrulted manpower for World War II
more quickly. We would have gotten it into the places where it was needéd
more directly, with less stress and strain and less waste of time and of
money. But we would not have done the Jjob as democratically.

‘My second‘§ualification is that I suspect that the people of this
country, having gone through this war, having refused persistently through
this war to enact such legislation, will not likely do it in the next
emergency. I doubt whether the American people will accept the controls
that are involved In national service legislation.

GENDRAL ARMSTRONG: | S

But I think it is’ obvious that a greater control of dlstributlon is
going to be absolutely: esaential Do you not think some educational pro~
grem-in the future migh* Help that out? :

DR, CORSON: PR S

I think it would. I would heartily agree that we must think in terms
of the way that wars will be waged in the future. We may not have time to
mobilize manpower as'leisurely as we did this time.

GENERAL ARMSTRONG:
‘ That is definitelj so.
DR CORSON. PR "". T ) " . x , o o i
. . ’ BURS AR RN

If we do not have ‘the time, then nabional service legislation W1ll
make possible much more eApedlt ous mobillizaticn,

A STUDENT: o
I think if we set up our public school system pfoperly and taught

the students as they go throuch school some of the trades, we could @ova.
whole'lot to speed up production in the next war, AR
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DR, CORSON:

I would agree with your conclusion so far as it applies to the mobili-
zetion of manpower for war. But our public school system 1is designed to
equip its people to live in peace. In peace manpower is needed in vastly
different places fron in war. Salesmen are needed, for example, in peace;
there is little need for them in war, That illistration could be multi-
plied many fold, I too would like to see the public schools do-a better
job of vocational education, But the vocatlons for which they are trained
in peacetimes are not always the ones that are most needed in weartimes,

A STUDENT:

Dr. Corson, is there not a considerable trend 1n our school system
toward traimng for special trades, like aut omobile mechanics? Isn't tnat
'trend spreading? :

DR, CORSOIN:

; I cé.nnoﬁ 15983 as.an expert on education, I do not really kmow; I
héve the seme impression you have. . , o

A'STUDENT:

I belleve one way we failed to meke full use of our reserves of
manpower during this war--you brought this out pretty well in your talk--
was in our poor utilization of manpower. ' I think ‘there were probably
reserves. of manpowsr available in that category greater than all the
manpower we lost in the turnover and the absenteelsm. I belleve that -
throughout the country that was one of the jobs we did least well. What
I would like to ask is, Why was that? What is the possible solution for
utilizing that unutilized manpower?

!
Lok

DR, CORSQN:

I am not enough of an indﬁétrial engineer to kmow, But I suspect
that we have not developed techniques to insure the maximum utilization
of labor, We know more about the maximum utilization of machinery than
men,

A second point, we work within a framework in which the employer has
a great deal of freedom in the conduct of his own operations. The average
employer did not relish having somebody come and tell him how to do his
Job. That is human nature, It took a great deal of tact-to get done
what little was done,

A third point, for two decades or more we had had a surplus of man-
power, Employers had never had to.think in terms of utilizing a few
worz{ers when there were no more, -Having had two decades of that experi-
ence, it took quite a while 4o change that psychology. We can afford to
do a great deal of studying ‘between now and the next emergency, a8 Lo
how to get maximum utilization of each worker.
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A STUDENT:

Did youl get -2~ 18t of squawks from the labor unions about the increased
- .:amount of wérk tha‘c ‘chey were asked to do? S

T

DR CORSON» PRSI I ;;’

There were relatively few squawks, Of course there were obJjections,
more objections in some fields than in others. There were unreasonable
practices on the part of some unions-vhigh initiation fees, a relu,cta.nce
to igsue temporary work certificates to non-members and some other practices.
The officlals of labor unions were shortsighted at times even as employers
and others wers,

The present housing program illustrates this sams chortsighitedness.
Recently I talkedwith a group of business agents of unions in Washington.
I asked them what they were doing to bulld up an additional labor supply
in the building industry. We are going to build a lot of bulldings and
- willneesd: mdre: cafpe“iﬁ:er‘s bricklayers, masons and so forth, In those
Lrades where s¥11ll TH' important £t is hard to expand the labor supply.
The bricklayers told me they would add twenty-two apprentices. I asked -
"Is that enough to do the job they will have toido?" They said, "I think
it will bve". Subseguently the business agent for the bricklayers revealed
what was on his mind. He had gone through the thirties. Then he had men
in: hissunion: Jooking to him for jobs. EHs could not find jobs for, those
people.. It wad his Job'to find Jobs for them. If he did not succeed in
finding them quickly;-i%¥"was his neck,

He looks now to the future. He does not want to expand his union
to the point where he is not going to have placss for all of them. Simi-
larly, during the war many unions did not want to expeand beyond the point
of probabls employment when the war was over, That was shortsighted, we
see now. Bt manybusiness men, too, were ‘Yoath to expand their facilities
to the point wheré theycould. not mazﬁntaln them in peace*ime. ,

In the housing program oday, ‘and we ‘did in the war programs back in
l9’+l and 1942, give employers some protections against omrex;pansion. We
offer employers participating in the housing program premium payments.to
cover much of the cost of plant expansion., We allowed amortization in his
income taxes of the investment he made to expand his plant to produce war
facilitles, But we have not invented similiar devices to enable the
labor union. business-agent to’ ‘emortize his expanded union. That is his
practical problem,

But, to reply more directly to your question: Yes, there Were aome
squawks; but, as we look back over the period, there were relatively few,

A STUDENT:

It has been generally recognized that we did not utilize our labor
too well. ' You said that productivity was increased about 50 percent.
That 18 not the figure that I have seen. I was wondering what source
you used to reach that figure.

R



DR, CORSON:

My figures apply especially to the war industries; such as the air-
craft and shipbuilding industries. In those we. got a substantial increase
in production. I cannot cite for either the precise figures at the moment.
But there was a substantial increase in productivity per worker, between
1939 and the peak of war production.

A STUDENT: .:g ce Ry

What do you mean? . Productivity ih-value of the work:producsd?
o, ek G adsluies

DR, CORSON:
No. Units prod.uced
A STUDENI" ‘

Taking & cross. section of them, did not the workers require anywhere
from two to three: t:imes as much tims “to produce a uni’c 1n wartime as they
did in peacetime? . et

DR, CORSON: ' ’

I think you can lump together a lot of industries and: get that sort
of result, But if you take the war industries:that:we.are. really con=
cerned with, I think you will get a different result... =~ . .= i 7

BT S‘IUDEI\T :

I have one more question, Do yocu believe.that if the! labor,unions
would cut.out their restriction or limitation on producticn’ and permit
craft lines to be crossed in assembling equipment, permit. labor-saving
devices to-bé used on the job, and permitiZhe work to-be done by scmevhat
skilled workers and laborers instead. of requiring it to be done by the
craft, do you not think that production and ‘construction:could:be in-
creased tremendously even: w:Lth the present force: unat we haVe in the
labor fielcl‘Z . C e s Do
DR, CORSOI\'

The.e is something like the question "Have you stop;ped beating your
wife?"

No, sir. :Tﬁat is a serie;s .‘t.lues‘tierr.”l -
DR, CORSON: . - ‘
My answer 1s Yes, I do think thatproductloncouldhave bjeen"

increased.
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But, again, I would not overstate the significandé of those restric-
tions, I think you will learn, if you go back and review the experience,
that labor unions were a bit more. flex:lble than your ques’cion implies.
..,There were . a.d.:iustments made. L e s

o I d.o not belong to a union and I am 1n no positwn to d.e’fend any of
them, I have no reason to want to defend them. But the problem deserves
thought rather than emotion. -

Consider the question: Why do unions set up the type of restric-
tions to which you refer?

In New York recently a contract was made between employers and, e
union of electrical workers. The union gave up a lot of these so-called
restrictions on production--in return for what? In return for guaranteed
employment over the year, for vacations and pension rights. Of what
significance 1s that? It has this significance: It explains to same
extent where these restrictions come from. They come from the fact that
there is a limited opportunity to work in certain industries, particularly
those in which men work only a part of the year, or those in which a man
is knocked out before he is really old, In those industries restrictions
are built up in order to conserve the work for a relatively few people.

} What do other people do about like problems? Take professional
certified public accountants, In most states & man, to become a certified
public accountant, must pass an examination given by a board of certified
public accountants, In Virginia this board is appointed by the governor;
he always appoints three certified public accountants, Their primary
concern was, 'Well, we do not need very many in this field. We have
enough”,

What is the difference? The union setsiup its restrictions. The
certified public accountants set up thelrs. The doctors increase their
requirements for admission to medical schools.

There 1s much to be learned from this experience of the electrical
workers contract in New York, If you meet the basic problems of continuing
employment, the worker does not need to set up restrictions to keep others
from sharing the work he has at the moment,

A STUDENT:

My question was merely this: If they removed all these restrictions,
would they be able to get more precduction with the present force?

DR, CORSOIN:

My answer 1s, Yes.
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. GENERAL ARMSTRONG:

o 'Doétér,'!déz’;s‘o:_z;,ﬁf.he' 'feluctangeiéffﬁhis: class to let you go is a very

' well-deserved compliment to = most illuminating talk that you have given

us this morning. I want ‘o thank you for it on behalf of the faculty
cand students of the Industrial Gollege.

(28 May 1946--200,) S
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